In this paper we draw on our experiences of researching a pan-African leadership development initiative to explore the manner in which individuals are encouraged to use their learning to facilitate wider social change within their communities. We identify a number of levels at which the programme has an impact (self, family, work, community and society) and argue that it differs from more traditional interventions by the manner in which it encourages participants to reconsider and debate their sense of identity, to engage in collaborative action with those around them, and to facilitate a process of social construction that helps redefine community values and purpose. We conclude by proposing a theoretical model of how initiatives such as this can act as a catalyst for social change by offering a means by which participants and members of their communities can communicate and engage more effectively with one another in pursuit of a common purpose.
Introduction
In recent years the call for more inclusive, 'post-heroic' perspectives on leadership has become increasingly common and relational theories that consider leadership as 'a social influence process through which emergent coordination (i.e. evolving social order) and change (i.e. new values, attitudes, approaches, behaviours, ideologies, etc.) are constructed and produced ' (Uhl-Bien, 2006: 668) are now widely accepted within the academic literature.
Despite this, much leadership training and education remains almost exclusively focused on building the 'human capital' (skills, knowledge and capability) of individuals in formal leadership roles -what Day (2000) terms 'leader development' -rather than the 'social capital' (relationships, networks and collective capacity) of the organisation and/or group more widely -what Day (ibid) refers to as 'leadership development'.
The concept of leadership development as an investment in social capital is quite different to that of developing the human capital of individual leaders. At the very least it requires consideration of the broader social and political context in which leadership occurs, and an attempt to build and sustain social relationships rather than just the personal capabilities of participants. Furthermore, it points towards the fluidity and permeability of organisational and group boundaries in that the social capital on which individuals and organisations can draw (and in most cases depend upon) stretches far beyond the direct work environment through a complex web of interrelations that extends into multiple communities.
The recognition of leadership as a process of social influence and leadership development as a mechanism for establishing interpersonal relationships and shared understandings opens new prospects for the role of both in building and strengthening communities. Leadership development, whilst enhancing the capacity of specific individuals, may also become a catalyst for wider scale social change. As Iles and Preece (2006: 337) suggest, 'leadership development platforms can thus be seen to be acting as intermediaries: facilitating bonding, bridging and brokering activities and claiming legitimacy as transformers of the space between "leaders" and other networks and institutions'. Barker (1997) proposes that at the heart of a relational approach to leadership is an engagement with the ethical values of the community in which leadership is enacted.
Drawing on Harré et al.'s (1985) three-tier construct he suggests that individual behaviour is driven largely through sub-conscious morals, derived from a conscious system of ethics which, in turn, is defined by the sub-conscious mores of the social system in which actors find themselves. He thus describes leadership as 'a process of change where the ethics of individuals are integrated into the mores of a community ' (p.352) . From this perspective leadership development is integrally related to community development and offers a means for the surfacing and negotiation of social values and purpose.
Such concerns are the primary focus of this paper. In it we draw on our experiences of researching a Pan-African leadership development programme that had, as its objective, both personal and social change. In this paper we consider the processes by which the programme facilitated the development of human and social capital and how, through their engagement, participants were able to fundamentally reframe their understanding of community-based leadership. It is suggested, within the context of this book, that this is an example of developing 'worldly leadership' (Gosling and Mintzberg, 2003) in that, rather than imposing a predetermined or generic model it facilitated the emergence of locally appropriate forms of leadership practice. Furthermore, through a process of collective dialogue, experimentation and 'identity work' (Sveningsson and Alvesson, 2003) it can be considered as an example of 'system leadership development' (Kirk, 2005) . The paper will conclude with further theoretical reflection on this model and the manner in which in may provide a platform for social change.
Method
The empirical research for this paper was conducted within the context of the first cohort of a major UK-funded leadership development programme delivered to 300 participants across 19 sub-Saharan countries. As an independent research partner, our intention was to gain insights into the mechanisms and processes by which this initiative built upon and challenged traditional conceptions of leadership in Africa and facilitated engagement, by Africans, with beneficial social change within their communities.
The programme was heavily informed by the principles of 'appreciative inquiry' (Cooperrider and Srivastva, 1987) and 'systems thinking' (Senge, 1990 , Wheatley, 1995 and had as its focus transformational change at a personal, community, national and sub-continent level.
The emphasis was very much on challenging embedded assumptions, growing collective capacity and developing a sense of shared African and community identity. It had as its central premise that leadership is a collective process in which 'everyone is a leader' and hence sought a diverse range of participants. Programme delivery was primarily through a network of African facilitators identified and trained in the first phase of the initiative, with the intention of embracing African wisdom (using local stories and examples wherever possible) and treating participants as equal partners in the learning process.
The programme comprised a series of elements including an in-country application and selection process, in-country launch, pan-African event (a 3 day conference with 100 participants selected from across all the countries), and the in-country programme (comprising three modules totalling 10 days over a period of 6-9 months). A key feature of the in-country programme was a 'community engagement' where groups of 4-5 participants spent a number of days visiting local community groups to see how they could share and disseminate the ideas raised during the programme. This engagement activity occurred during and after Module 2, with preparation in Module 1 and follow-up (including a visit and feedback from community members) in Module 3. The programme concluded with one-toone feedback and the preparation of personal and group action plans.
The research took a narrative inquiry approach to exploring the impact of the programme both in terms of the manner in which it facilitated changing conceptions of leadership and how it impacted upon the communities in which the participants engaged. Our aim was to invite participants (and other stakeholders) to act as co-inquirers into the meanings they were attaching to the notion of leadership and how they enacted these meanings, as leaders, to bring about impact within their communities.
The study was designed to triangulate a range of data and insights, including context immersion, preliminary interviews, an online qualitative survey, community visits, follow-up interviews, stakeholder interviews and analysis of secondary data (see Figure 1 ). For logistical reasons our main face-to-face data collection was restricted to Kenya, Uganda, Ghana, Tanzania and Zambia, with findings from other countries solicited through the survey.
PROGRAM
• Initial selection of participants (Via response to advert & interview in-country) • In-country launch The rich and diverse body of data called for a variety of analysis methods. The primary mechanism, however, was an inductive, qualitative approach whereby the researchers immersed themselves in the observations and narrative accounts, letting patterns, concepts and ideas emerge over time. In order to maintain a degree of rigour, the two researchers initially interpreted the data independently, drawing their own interpretations prior to a mutual process of verification and moderation, both with one another, the Programme Director and colleagues. As such, the final interpretations were the result of a cyclical process of reflection and dialogue, and the overall approach can be considered as one of reflexive methodology (Alvesson and Skoldberg, 2000) , whereby the researchers, in collaboration with other actors, constructed, challenged and reconstructed varying representations of the data over time.
Research findings
Our analysis of the data comprised two principal dimensions: (1) an exploration of the meanings that participants were associating with the concept of leadership and (2) evidence of the impact of their participation in this programme. Findings from the first part of this analysis are presented elsewhere (Bolden and Kirk, 2009) , whilst the focus of the current paper is on programme outcomes.
Almost without exception all participants who discussed their experience through conversations and questionnaires reported significant, life-changing impacts of their involvement in the programme. The range of impacts spanned the whole spectrum of life experience, from self-confidence, through relationships with partners, family members and friends, to the workplace and wider community. In order to give a sense of these outcomes they will be discussed under the following headings: impact on self, family, workplace, community and society.
a) Impact on self
Of the guiding principles of the programme the focus on self as a leader was seen to be the most important by a large number of participants. In effect the importance of developing and caring for oneself was seen as a fundamental precursor to taking up ones leadership role within a community. Thus the focus on self was not regarded as selfish but rather for the collective benefit, as illustrated below.
'On this programme we learnt that leadership starts with understanding yourself, 'I have confidence in myself now, I see myself as a leader, I can talk to people and listen to them and that I would enable them to listen to them rather than it is me who tells them what to do. That is why perhaps they have trust in me. I think they see that I
give them the confidence to make their own decisions.' (Male, Student, Tanzania)
Adopting a facilitative, inclusive approach to leadership was regarded as a way of empowering others. The leader's role was seen as one of concern, caring for and developing others rather than being directive or judgemental.
b) Impact on family
A distinctive feature of this programme was the holistic way in which it impacted upon participants in all aspects of their lives. Impacts within the immediate family environment were particularly commented on and, in effect, this was one of the first places where they
began to apply what they had learnt during the programme.
Many spoke of improved relationships with spouses, siblings and other family members, primarily arising from the application of appreciative inquiry principles. Giving others the benefit of the doubt reopened dialogues and enabled an enhanced appreciation of the potential contribution (and personal circumstances) of different family members. Nobody trusts him […] . We never gave him a chance. He was so excited that I did not think he would lose it. When he came back I did not expect him to talk to me about it, but he told me about the whole process, the forms he had to fill in. It was a big boost to his confidence, his morale.' (Female, Sales Executive, Tanzania)
For others the family was a powerful source of support, but one that needed continual attention in order to maintain healthy relationships.
c) Impact at work
Other than family, the workplace was the next context in which participants felt there had been the greatest impact of their changing approach to leadership. Whilst these impacts were often associated to tools and skills acquired directly through the programme they appeared most strongly influenced by a change in 'mindset' -to a more open and appreciative perspective informed by one's sense of holding a legitimate leadership role within that organisation and a desire to genuinely engage with others.
'With [this programme] I am able to appreciate that my colleagues could do well also, or even better than me given the chance. I provided the opportunity and amazingly, they can do many things better than myself, and they get better with more enabling environment created. The result? My headaches have become reduced, less deadlines to meet, improved output, more satisfaction among my colleagues and more progress for the organisation.' (Male, Development Worker, Nigeria)
As indicated in the previous quote, this change in style has been positively received by colleagues and bosses and, in many cases has lead to improved working relationships and subsequent career progression. In some instances participants noticed a 'ripple effect' within their organisations as more and more people adopted this inclusive approach to leadership. to say a number of the changes were substantial, transformational and sustained (as reported in the feedback sessions from community members in Module 3 and community visits by the researchers some 2-3 months following the intervention). For example, two months following engagement with an artisan collective in Zambia the community had raised money and purchased a vehicle to enable development a small farmstead recently purchased on the outskirts of the city and the chair of the Community Management Association had applied and gained a place on the second cohort of the programme. Through hands-on engagement activities such as these participants were both able to develop their own capability as well as building relationships and networks, influencing and educating others, and acting as champions for the programme and the principles on which it was based.
e) Impact on society
Through the changes at a local level, participants began to have a wider influence at regional, national and international levels. Much of this impact was achieved in the same way as in local communities -through listening, questioning, appreciation, tolerance, and improved self-confidence -and appeared to have arisen largely from changes in one's sense of identity in relation to others. For many, they now see themselves as a part of the wider society and have a sense of duty/obligation to influence policy and practice at this level.
'I have a new identity as an African -not just a Ghanaian -I am now more passionate and concerned about things that happen in other parts of Africa. I never used to look at the African column in the daily paper, I wasn't interested, but I now take that part and read it and I sit down and think and come up with ideas and solutions that I think would be an opportunity to change positions around in these countries and the situations people find themselves in.' (Female, Administrator, Ghana)
Since embarking on the programme a number of participants had stood for parliamentary election; others had developed networks within and beyond Africa; others had used their positions in the media, broadcasting and other domains to share their learning with a wider audience; and nearly all had re-engaged with their identity as Africans.
Discussion
The examples presented above give a flavour of the kinds of effect that a programme of this type can have on participants and their communities. The intention of this paper, however, is not to argue whether or not the programme has been good 'value-for-money', for such outcomes are hard to quantify, but to explore the underlying processes by which a development activity such as this can impact on individuals and their communities. To this extent we would like to begin by focussing on three elements of the programme that, we feel, make it distinct from more individually-orientated initiatives, namely: relational identity, A related concept at the heart of this approach is that of collaborative action, or 'sharing'.
Whereas more academically-orientated programmes, such as MBAs, may emphasise the benefits of expertise and professionalism, the current programme attempts to break down boundaries. Thus, participants are encouraged to share and practice their learning at home as well as work and to disseminate and exchange models and ideas within their communities for mutual benefit. The learning process is thus truly dynamic and collective, occurring through interaction and exchange rather than personal transformation alone. Indeed, the programme seems to have engaged people more at an affective than a cognitive level.
And thirdly, is the significance of the social construction of leadership (Ospina and Sorenson, 2006) . To this extent, it can be argued that how people conceive of leadership affects how social systems operate and as a consequence affects the well-being of the social system and the people in it (Smircich and Morgan, 1982) . Thus, this programme is not so much concerned with the traits or behaviours of leaders but how, through dialogue and engagement, they can collectively (re)create the environment within which they operate.
Returning to the notion of leadership development as an investment in social capital described in the introduction to this paper it becomes clear that, in the context of a programme such as this, building social capital is about more than simply establishing relationships. It is about offering opportunities for the construction of shared identities, meanings and purpose. This distinction is identified by Willem and Scarborough (2006) In distinguishing these two forms of social capital Willem and Scarborough (2006) posit that they will have differential impacts on knowledge sharing and learning, with the former (instrumental) having a primarily beneficial effect on knowledge sharing within networks and a negative effect between networks (largely based on role and power structures within the organisation). By contrast, it is argued that 'in the consummatory view, the collective nature of social capital largely overrides individual politicking actions' (ibid: 1349) and that 'consummatory social capital may be a precondition for the effects which instrumental aspects of social capital have on knowledge sharing' (ibid: 1365).
In providing a framework through which participants can engage in the development of consummatory social capital, leadership development programmes such as the one researched in this study offer the potential of facilitating wider social change and the emergence of a more 'worldly' approach to leadership -not bounded to individual participants or organisations. The nature of such impacts, however, is necessarily emergent, somewhat unpredictable and difficult to capture empirically. Furthermore, whilst talk of 'transformational change' may conjure up images of heroic acts and charismatic leaders the processes set in motion through the approach described are far more subtle -a shift in values and beliefs rather than a dramatic change in behaviour (Carroll and Levy, 2010) .
Towards a model of engagement
The findings from this study offer support for a relational and constructionist understanding of leadership. The narratives speak of a deeply personal appreciation and expression of leadership but one that is only meaningful in relation to a wider community (family, work, etc.), thereby highlighting a need to remain alert to both the individual and the collective dimensions of social influence.
The findings also support the notion that leadership development is about more than simply building the capability of individual leaders. Indeed, it implies that change occurs primarily through reconfiguration of one's personal and social identities -a form of 'identity work' -and that, through this process, it becomes possible for individuals to begin to influence wider social norms and values. The socialised learning process was supported through a series of principles and models that helped participants (and those with whom they interacted) to articulate an alternative and more inclusive perspective on leadership.
In this section of the paper, we would like to build on Kirk's (2005) model of 'System Leadership Development' (see Figure 2) to explore a possible mechanism through which this programme may facilitate wider social change. This model, derived from research and education in a number of community contexts, particularly with a South African NGO and wine growers cooperative (Kirk and Shutte, 2002, 2003) , presents a social constructionist model of leadership development that aims to enhance the overall leadership capacity within the system. The model comprises three principal elements, as follows. The first, termed 'connective leadership', is mainly informed by Jean Lipman-Blumen's (1996) work on a relational, networked understanding of leadership and David Bakan's analysis of agentic and communal ways of knowing (Bakan, 1966) . This notion presents leadership as a communal activity grounded in a shared sense of identity and purpose. In effect, connective leadership is about a group, organization, or community learning to see together (Kirk, 2005) .
The second element of the model is termed 'collective empowerment' and is informed, primarily, by the concept of role taking (Armstrong, 1988; Reed, 2001; Triest, 1999) . In
Reed's words, 'to take a role implies being able to formulate or discover, however intuitively, a regulating principle inside oneself which enables one, as a person, to manage what one does
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Seeing together in relation to the requirements of the situation one is in' (Reed, 2001:2) . It involves three related activities -namely role finding, role making and role taking. From Kirk and Shutte's (2003) work with a South African NGO it was found that their collective empowerment developed from (1) working to create a sense of identity, (2) the successes they achieved, and (3) the crises they had come through. Collective empowerment is, therefore, about a group, organization, or community learning to walk together (Kirk, 2005) .
The third element of the model is termed 'dialogue' and is informed largely through Issacs' (1999) work on the power of dialogue and Senge's (1990) work on organisational learning. It is principally about encouraging voices to be heard, appreciating the differences in what is said, and surfacing underlying assumptions and dynamics. Dialogue, in this sense, is pluralistic yet seeks to work with differences productively, as in the case of the transitional government in South Africa who found practicing dialogue led to agreement on the best course of action even though they had different reasons for this (Kirk and Shutte, 2003) . To this extent it could be argued that dialogue is about a group, organization, or community learning to talk together (Kirk, 2005) .
When considered in relation to the leadership development programme described in this paper it is possible to determine how the different elements of the System Leadership Development model are supported through different developmental tools. Connective leadership, for example, is facilitated through the programmes' guiding philosophy which offers a shared language and perspective that helps participants to 'see together'. Collective empowerment, is largely facilitated through the community engagements and pan-African conferences, each of which offers a powerful shared learning experience that brings participants together and gives them the chance to 'walk together' -practicing their learning in a safe and supportive environment. Dialogue is enhanced through the participative approach to learning, the emphasis on equality and diversity, and a number of practical tools used (including techniques for questioning, listening and communication) -thereby helping those involved to 'talk together'. Therefore, despite not being explicitly designed to these specifications it appears that the programme studied in this research contains all of the elements of a System Leadership Development initiative.
To explore how such an approach may act as a catalyst for wider social change, however, we need to extend the model beyond programme participants to other members of their communities and to consider how the tools and techniques used in the programme offer a practical means for engaging others in leadership and influencing social norms and values. It would seem that through their engagement in this programme participants are encouraged This model offers a framework in which leadership development can facilitate the kinds of process Barker (1997) outlined when describing leadership as community development. A fundamental element of this is the opportunity to discuss and explore personal and community values and identities and to construct new (or alternative) realities. What is also significant is how this is done in a highly contextualised environment and the way the person is treated as a whole rather than just at work.
A development initiative such as this, therefore, seems to be able to engage both with the development of self and community without giving precedence to one over the other. As Lawrence (1979: 242) argues 'social change, which implies an inspection of social realities, starts from the individual considering his or her authority for being in a role in institutions of a society.'
Limitations and areas for future research
As with all social research the findings and ideas presented in this paper are inevitably limited in a number of ways. In this part of the paper, therefore, we will briefly consider some of the There are key development and strategy debates to which we were not party, we only attended small parts of the programme, spoke to a limited number of people, concerned ourselves with a limited number of questions, only studied the first cohort of the programme and gave limited attention to the wider social, political and economic contexts of the intervention.
Furthermore, it should be noted that both researchers were white, male and British (although a female member of the team, of different ethnic origin, did attend the Pan African Event in Kenya and participated in early research discussions). To this extent, what is included in this account can only represent a limited number of voices and perspectives. Despite this, however, the reflexive methodology offered many opportunities for engaging and speaking with people carrying different perspectives and agendas to verify and corroborate our interpretation of findings. Furthermore, whilst our cultural distance from the programme may have masked certain aspects, it is likely that it also brought others into clearer focus. It is recommended, therefore, that the account given here is treated as a preliminary exploration of the field rather than an objective statement of reality.
Theoretically our assumptions are shaped by relational theories of leadership and give precedence to socially constructed accounts of leadership practice. To this extent we are interested in how people construct a sense of purpose and identity in a social context rather than the explicit skills and behaviours they posses or exhibit. We have drawn on a range of theories in interpreting the nature of this programme and developed our own model of how it may be operating. The scope of the current project does not allow for rigorous testing of our assumptions and proposals however, they are presented here as tentative working hypotheses -as theories under construction rather than causal models.
With regards to context it is important to remain aware that the research was undertaken within the context of an international development initiative for Africa. Whilst authors such as Reynolds (2000: 67) warn that community development activities may 'mask darker tendencies towards coercion and the assimilation of differences' our working assumption was that the current programme was essentially benign, undertaken in the genuine pursuit of beneficial social change. Furthermore, it is important to remember that as a trans-continental initiative many of the significant contextual factors within different sub-cultures may have been overlooked or over-generalised. The African concept of 'ubuntu', for example, was considered a useful mechanism for describing the interdependence of self and community in African conceptions of leadership. Despite this, however, its origins lie with the Bantu people from South Africa and are not universally accepted (Ntibagirirwa, 2003) . It is also important to ask how generalisable findings from a study like this are to other initiatives and places.
Whilst our sense is that there is no reason why these principles would not be applicable elsewhere, it is possible that they may be more likely to be successful in cultures with a strong collectivist orientation and a history of verbal communication and extended social networks.
Each of these points indicates the need for further empirical research and theorising. It would be useful to do more in depth investigations of participants and their networks as they progress through a development programme such as this. There would be value in exploring activities such as this in a range of different contexts and cultures and for different kinds of participants and communities. And it would be insightful to use the ideas raised to inform the design and delivery of subsequent leadership development initiatives and to compare their performance to more traditional models of engagement.
Conclusion
In this paper we have explored a pan-African leadership development programme to consider how leadership development can act as catalyst for community-level social change. We have argued that through a process of social enquiry participants have engaged in 'identity work' -reconstructing their concept of 'self within community'. Through a combination of appreciative inquiry, systems thinking and a philosophy of collective leadership the programme has helped participants begin building 'consummative social capital' within their communities that enables a re-evaluation of social norms and group identity. Such a shift, it is proposed, may be a necessary precursor to wider social change and engagement with leadership for collective benefit.
The System Leadership Development model proposed by Kirk (2005) has been used as the basis for constructing a model of social influence within and across communities. It is argued that the programme studied in the current research may be successful by virtue of its ability to facilitate connective leadership ('seeing together'), collective empowerment ('walking together') and dialogue ('talking together') and the dissemination of these principles between different people and groups. Such a perspective extends the focus of leadership development well beyond the development of individual leaders to the establishment of networks, relationships, and a renewed sense of shared identity and purpose.
Ultimately, however, it might be argued that leadership development such as this could be conceived of as a form of catharsis that 'leaves one with a sense of being part of a moral order that is essentially "just"' (Gosling, 2000: 143) -a potential antidote to overly heroic or instrumental accounts of leadership but one that may also require sacrifice: the possible subordination of self interest to that of the community.
